ful. You, like most people, have probably served on a committee that was poorly conceived , organized, run, or attended. If not, you are probably familiar with the widespread dissatisfaction people have about committees and can recite the usual complaints members give.
At the worksite, your potential committee, the employee body, shares this experience. While the challenge to accomplish tasks through committee work is great, the rewards are substantial enough to justify the effort. Tropman (1979) described America's almost romantic view of committees and gives six reasons for their astronomical growth. Each of the reasons can be used to explain the committee 's almost ubiquitous presence in the worksite. The first is the belief in "participatory dernoc- racy." The ideal is that every person should be entitled to a voice in the decision making process. One of the ways to hear that voice is through the organization of representative committees.
The second reason is that the "one person-one vote" political system does not allow for the expression of the intense feelings that some people may have about a particular issue. A committee is a way for someone who is particularly interested in an issue to bring their feelings and concerns to the table.
Thirdly, committees are important because of the diversity of the workplace. A committee is a method that brings to the attention of a larger group the different perspectives of a diverse population.
The fourth reason relates to our tendency to expect representation. People should be represented in decisions that concern them and, alternatively, there is a common feeling that people who did not participate in a decision are not compelled to obey it.
The fifth reason is societal complexity.
Hence, th e more complex the syste m-whe the r that system is a society or a bus iness or a community-the greater will be the rel ia nce on committees (Tropma n, 1979 ) .
Finally, in a complex society, "power" tends to be diffused. When any issue is raised it becomes necessary to bring together those with expert power or knowledge and the decision makers.
More specific reasons for committees at the worksite exist, e.g., legal requirements and humanitarian efforts. Sloan (1987) described the use of employee committees in worksite interventions as a powerful way to expand the legitimacy of employee health concerns in areas beyond traditional, individual behavior change strategies. Indeed, employee committees reach into many areas at the worksite, such as: safety, health promotion, organizational development, diversity, corporate community efforts, and quality of work life. The Occupational Safety and Health Administration (OSHA) recognizes employee health and safety committees as a "good way to protect workers" and prepared a booklet which gives some suggestions about how committees may be formed and how they function (OSHA,1979) .
The occupational health nurse may be called on to function in a variety of roles on a committee: chairperson, committee member, staff adviser, or consultant. For the purpose of this discussion of the committee process, the occupational health nurse will be considered the staff adviser, i.e., the person assigned to support the committee as a function oftheir job responsibilities. The information presented about the other roles is generic JULY 1994, VOL. 42, NO.7 CE ART I C L E An occupational health nurse who develops an appreciation for the complexity of committees can discover the potential rewards of committee work. and meant to be helpful to anyone who assumes a committee role.
FORMING THE COMMITTEE
Each participant on a committee plays a vital role, and the occupational health nurse can do much to facilitate the committee process. An occupational health nurse who develops an appreciation for the complexity of committees can discover the potential rewards of committee work. Some practical recommendations to achieve results through employee committees follow:
Once the decision is made that a committee will be the most effective method to achieve desired results, the first step is to identify the committee members. The committee should consist of individuals from management and non-management. It is also helpful to include enthusiastic supporters of the cause. The demographics of the committee should reflect the demographics of the work force. Union representation will lend credibility to the committee's work and, when appropriate, relevant departments such as benefits, safety, or staffing should be included.
The chairperson, particularly in the absence of a staff adviser, plays a key role in the success of a committee. Ideally, the chairperson is selected before the first meeting of the committee and coordinates the activities of the first meeting. More frequently, the work of a first meeting is to select a chairperson. A variety of techniques to choose a chairperson exist. Nomination, majority vote, consensus, self selection, assignment, and rotation are options. The process that is used for decision making should be decided and agreed on by all members.
Ideally, the chairperson and other members serve on the committee for 1 year. Because of other work pressures some committees discover that a commitment of 1 year is too long. In this case, committees might experiment with a quarterly or even monthly assignment of chairperson. However, in the early stages of committee development, a frequent change of leadership can cause confusion and impact the effectiveness of the committee. This arrangement is not advisable until the committee has experience with the group process that is described later in this lesson.
Training in areas important to committee work is critical to success. Because committee or group work is not an inherent skill of most people, training in group process, communication skills, conflict resolution, and decision making should be offered. The occupational health nurse staff adviser may be responsible for the coordination and/or delivery of the training. In a review of the literature on teams, team effectiveness, and barriers to effective teams, Anderson (1993) cited numerous sources in the business and psychology literature that support the concept of training for teams.
AGENDA
After the committee is formed and trained, one of the most important items for the effective functioning of a committee is the agenda. If an agenda is distributed in advance of meetings, it serves several purposes. It alerts members to the items that will be discussed and gives them an opportunity to think about the issues and to research and read about topics. The agenda also serves as a guide to the meeting itself It alerts members to those items that require follow up, and therefore reminds committee members of their "assignments." In many cases, the agenda includes information about the meeting time, date, and location.
While an agenda distributed as a meeting begins can be useful, it does not allow members an opportunity to prepare adequately for the issues ahead of time. Certainly, an agenda does not need to be carved in stone;
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It is important to allow ample time for each item on the agenda, yet be reasonable in the number of items that can be covered. Also, the timing of items is crucial in the committee process. Tropman (1979) suggested that the items on the agenda be arranged in order of increasing difficulty. This arrangement allows the committee to accomplish the most. The committee does not become "bogged down" early in the meeting with difficult issues and can move quickly through much of the work. This success can increase members sense of accomplishment and satisfaction with the committee. The positive feelings about earlier agreements may facilitate success as more difficult items are raised later.
Sometimes a difficult item may elude resolution and hamper the work of the committee. In this case, the chairperson may consider some techniques. The item can be included as "discussion only" on the agenda. The committee can discuss the issue without the pressure to reach a final decision. When the group seems close to agreement, the item can be included on the regular agenda. The chairperson might consider a "single item" agenda, e.g., a meeting to discuss only the difficult issue. If the committee continues to struggle with the issue, the chairperson may schedule the meeting at times ofthe day when the committee must work against lunch time, "quitting time," or dinner time. The implied time limit may make the committee's decision making process more efficient.
GROUP DEVELOPMENT
A committee, as any group, must go through a developmental process. Tuckman (1965) proposed the four stages of development as: forming, storming, norming, and performing. These stages have become the model for group development today. Each stage of the process is expected to facilitate the group's progress toward becoming a cohesive and functional unit. The forming stage is the time for the group to come together and for individuals to test their compatibility with other committee members. There is a feeling of wanting to "belong" and to fit in with the group. Tasks for the committee at this early stage include both procedural and substantive considerations. The committee must decide on procedures or ground rules for committee meetings and make decisions about frequency and time limitations for meetings. Other important tasks are to describe the mission and role of the group and to outline objectives and an action plan.
At this stage the committee is very dependent on the group leader for direction and information. The opportunity to exercise leadership at this early stage should not be missed. The impression the chairperson makes at this stage can be a self fulfilling prophecy. An organized and efficient start can help members perform in an organized and efficient manner. If the first impression the leader makes is one of hesitancy and uncertainty, the entire committee process can be impacted negatively. The occupational health nurse as staff adviser must take cues from the chairperson's abilities or limitations to decide how much support the chairperson requires.
During the forming stage, the occupational health nurse can take advantage of the fact that the group has no preconceived notions about the nurse's role. The occupational health nurse might share some of the work plan and describe what functions and assistance the committee can expect. If there are limitations on what tasks the occupational health nurse will perform, these can be described.
The second stage of group development, storming, may be the most difficult but crucial stage. Committee members start to regain their individuality and may challenge differences they have with other members. Hostility and conflict among the members characterizes this stage. The leader, if not effective, may have their authority questioned and other committee members may try to emerge as leaders. This is the stage where internal conflicts must be resolved if the committee is to focus on its task. At this stage the chairperson and/or the occupational health nurse staff ad- JULY 1994, VOL. 42, NO.7 CE ART I C L E viser plays a key role in the committee process. The committee needs to assess its structure and operations. If objectives or the action plan have become confused, then the committee should examine them and redirect efforts toward the objectives. The conflict resolution skills that are learned during this stage will be helpful throughout the life of the committee.
The third stage, norming, is when the group begins to function as a team. The members trust one another and care for each other. Decisions are made through collaboration and negotiation. There is a sense of mutual support and cooperation. The goal for the group at this stage is to develop cohesiveness and to overcome any resistance to this effort.
In the final stage, performing, members work to attain goals by problem solving and the exchange of constructive information. Members are flexible in their roles, and leadership responsibilities are shared. This stage can be very productive for the group. However, like the others, it is not permanent. A number of things can upset the group's delicate balance, e.g., a new member, a change in purpose, a new chairperson, or change in outside work responsibilities. The group may return to one of the previous stages. A group that has learned lessons along the way will move through the stages quickly and return to the final stage, performing. Again, the occupational health nurse staff adviser plays a criti-cal role during this transition in the group's "life cycle."
EVALUATION
One problem that committees often face is the lack of follow through. Decisions are made about what is to be done, and then no one is assigned to the task or the person assigned fails to do the work. For the committee to function effectively, the important activities done between meetings must be assured. The staff adviser or the chairperson is usually responsible for the task of supervising the completion of work. If, after several reminders, a member still ignores an assignment, the occupational health nurse must not give in to the thought "It's easier to do it myself:" Besides overloading an already busy nurse, the real problem has not been solved. The resolution of this type of problem is part of the committee's work of evaluation.
Evaluation of a committee is a difficult but necessary task. Sometimes committees are viewed as a way to abdicate all responsibility, as actions are the result of a group decision and no single person can be held accountable. Frequently, the accountability for the committee's actions rest solely with the staff adviser. Periodic evaluations and written reports by the committee are the best way to diffuse accountability to the entire committee.
Evaluation should occur at three levels: structure, process, and outcome. The structure of the committee includes things such as the number of members, the representativeness of the larger group, frequency of meetings, attendance, punctuality, and time restraints. Process is the way the committee works. It includes things such as group dynamics, decision making, and problem resolution. Finally, outcome refers to the results of the committee's work. It includes meeting minutes, written reports, annual action plans, member assignments, and evaluation reports.
As the committee proceeds through evaluation, the interplay of the three levels should be examined. A problem with the process may be the source of problems with the structure or outcome. Similarly, a problem with the structure may be the source of problems with the process or outcome. For instance, if the committee has too few members, the expectations for individuals may be excessive and members may fail to complete assignments.
At the minimum, a committee should be expected to provide an annual summary of its accomplishments. Meeting minutes are an expectation of any committee and can be a valuable
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CONCLUSION
The purpose of the preceding discussion was to give practical suggestions for the occupational health nurse who works with committees. It is hoped that an appreciation for the ongoing effort that is needed for a committee to become and to remain successful was developed. Because of the benefits committees can offer, they are often used to accomplish tasks in the workplace. The credibility of a program is enhanced, particularly when the committee includes representatives of upper level management. Committee work allows those closest to an issue to bring data to the table that are most likely to be accurate and reflective of the "real picture." The feelings of ownership of the program that result from participation in planning can contribute greatly to a program's success.
The committee can be a communication method for a variety of issues not related directly to the committee's work. Depend-ing on the committee composition, the occupational health nurse can have a "direct pipeline" to workplace issues that may have escaped notice otherwise. Finally, the occupational health nurse as staff adviser has an opportunity to enhance the visibility of the occupational health program. The occupational health nurse who is willing to accept the challenges of committee work will find their efforts rewarded exponentially.
CE MODULE
How to Achieve Results Through Employee Committees
This issue of the AAOHN JOURNAL contains a Continuing Education Module on " How to Achieve Results Through Employee Committees ," and has been approved by AAOHN for 1 contact hour of continuing education credit upon successful completion of the post test and evaluation.
A certificate will be awarded and the scored test will be returned when the following requirements are met by the participant: (1) The completed answer sheet is received at AAOHN on or before June 30, 1995;  (2) A score of 70% (7 correct answers) is achieved by the participant; (3) The answer sheet is accompan ied by a $10.00 processing fee. Expect up to 6 weeks for delivery of the certificate.
The purpose of this lesson is to provide occupational health nurses with an understanding of how to achieve occupational health goals through the use of employee committees . The lesson describes a process to guide the selection and support of employee committees and will help the occupational health nurse to appreciate the potential impact and benefit of working with employee groups. Upon completion of this lesson, the occupationa l health nurse should be able to: 1. List reasons for the utilization of employee committees to achieve specific occupational health goals. 2. Describe the use of group process theory and principles as they apply to employee committees . 3. Identify interventions that will support the development and function of employee committees . 4. Identify the potential roles the occupational health nurse may assume with employee committees . AAOHN is accredited as a provider of continuing education in nursing by the American Nurses Credentialing Center's Commission on Accreditation. Alabama provider number ABNP0063. California providernumberCEP9283.lowaprovider number 267. Louisiana provider number LSBN3.
Contact hour credits received for successful completion of the post test may be used for relicensure, certification , or re-certification. The domain of practice forthis lesson ismanagement/administration.
